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Summary

Problem

The shi pboai d independent duty hospi ral corpsman ( IDC) performs a
varliet.' of complex medical depar tment functions within the organizational
Context of the ship. Although this context may substantially affect IOC
job-related attitudes and behaviors, little is known about the shipboard
organizational climate and its potential impact on TDC.q.

ObjPc t ive

The pur-pose of this study was to dIo tine aggregate organizational
climates in which IDCs function aboard ship and identify determinants and
outcomes of these climates.

Approach

All shipba-d iDes serving as senior medical department representatives
(Ný415) were surveyed regarding climate pe!:ceptions, job satisfaction, and
reenlistm -it intent. Th, executive officers completed a performance-related
ques t ionnaire.

Results

Acro.xs all Navy ships in the study, three general collective climate
p)ioiiles were identified and were assigned the following labels to reflect
the composite factor structures: Facilitative, Constrained, and
Impoverished. Although modest, but statistically significant, associations
were found between background/operational factors such as paygrade (E 6 vs.
E7/8), deployment status, fleet, and ship type (surface vs. submarine) and
climate, stronger positive associations were present between Facilitative
climate perceptions and organizationally relevant outcomes such as Job
satisfaction, perfort•nice, and intention to rcenList.

Conclusions

The shipboard organizational context exerts an important influence on
the ability of the IDC to perform his duties. Facilitative shipboard
environments, which are characterized by TDCs as having low Conflict and
Ambiguity, high Leader Facilitation, and high Autonomy, are associatAd with
higher 1evels of job satisfaction, performance, and reenlistment intent.
Facilitative climates could be promoted through appropriate Commanding
Officer and Executive Officer orientation and strong Navy modical department
support.
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DETERMINANTS AND OUTCOMES OF COLLECTIVE ORGANIZATIONAL CLIMATE
AMONG SHIPBOARD INDEPENDENT DUTY HOSPITAL CORPSMEN

I1. Stephen Nice, Ph.D.
and

Timothy P. Steele, Lt, MSC, USN

Naval Health Research Center
San Diego CA

The shipboa, d ind, pendent duty hospital corpsman (IDC) is the senior
medical department reprcsentative aboard the majority of U.S. Navy ships. In
this position, he is responsible for the performance of a variety of complex
medical department functions within the organizational context of the
operational forces afloat. Although this organizational context, or climate,
may substantially affect IDC job yclated attitudes and behaviors, litltlc is
known about the sirhipboard climate and its potential impact on TpCs.

Clima te generally refel.rs to an ind ividual 's cogni t ively based
description of psychologically meaningflr i influences in the work environment
(Jones, 1984). As Jones and James (1979) point out, existing treatments of
climate generally share the ae.-.iunuptions tiAt climate: (a) refers to the
individual's cognitively based description of the situation; (b) Involves a
psychological processing of specific perceptions into more abstract
depictions of the psychologically meaningful influences in the situation; (c)
tends to be most closely related to situational characteristics that have
relatively direct and immediate ties to individual experience; and (d) is
miultidimensional, with a central core of dimensions that apply across a
variety of situations (though additional specific dimensions might be. ne(,ded
to better describe particular situations).

In a .qurvey of 4,315 Navy enlisted personnel aboard 20 ships, Jones and
James; (19 9) identified the following six dimensions of climate: (a)
Conflict aild Ambiguity, (b) Job Challenge, Importance, an•d Variety, (c)

Leader Facrilitation and Support, (d) Wolokgroup Cooperation, Frijendliness, and
Warmth, (e) Professional Esprit de Corps, and (f) Job Standards. Althoci-h
these dimensions appeared relatively robust, necessary levels of horirogeneity
were found only at the lower levels of the organization. In general, there
was greater similarity of nerception for similar divisions from different
ships than for dissimilar divisions from the same ship.

Although James (1982) has argued that the individual is the r ,>l vant
unit of analysis for a theory of climate, he also concludes that aggrega to
climate percepti.ons may provide a powerful. explanatory and predictivo tool.
Joyce and Slocum (1.984) have explored the utilitty of aggregiil climatet; which
are based on agreement of climate perceprions. These colleclive climates are
developed through numerical taxoniormi c methods; which clustel indi,,iduals for
whom the sitnaLion has common .qtimuiklu value (Peariman, 198l).

Because collective cliinates do riot assume a pal t icola, !I:, i': ft,-
aggregation, ,such as work groups, Legions, or di vis ions, I)( a itppc.,



Prt la 1;wellI su i t d I o thu ; tiudy of I DCs who ft equen t lv function as thle
,ole hiealIth (1ar proc 11- i (cIt Ia1b0i I J ShIi p. 'Fhe puirpose of thu( present s tudy,
Hie] efore , ,a S t o empl ovy the (collect ive climate approach to def mne the

aggi-ega te organi aat iona.] cli mateus or percep tuLl, env i ronmen ts in Ahich 1DCs
f uinc t ionl ab)o artd Shlip). 1n iidd it i on , th is s tudy wa s de,; igned ti) assess
W )CA111 i alt i f)a I !n1d 1101 ';Ona 1 fla tOrS which affect membership in collective
1 i matc!s an to1 de iet ci no i the rci at ionlsli ip between climate, confIigura tions and

organ i-lat ionia 1 OUtcomes 1ti Uh,1 as j oh, sa t i s tac t i (-a, pe;- f orm11alic e a an1
I '"enl is tmlcil in11t cnt bi ov

Method

Subj ects

Thu i ii i t Li a ;amp I r, hi thi s Navy-- wide s; tludy il hid ed all1 sh ipboa rd I DCs
whio weri:e serving as se n io r mcd i ca]I d epa r t mei i t represen tati ves (IN =4l15 ) in
1985. A total of 356 (86%) IDCs iLesponded to thle survey. Thie meanl age of
tile respondent-s was 34, yeaivs arnd paygrade was approxiinatcly evenly di vidied
b~etween E.6 anid E--7.

Measures

The measui-Qs u.-ed in thiis; -;tudy repiusent a ý;Wise t of a larger pro tocol
admiiiis tered duiniIrg two separate mail--outs. General demogr-aphic and back-
ground information was also collected.

Joh) Satisfaction. General job -satisfaction was assessed using the Hack-
mail andI -6Oldham--(1977+) three-item mieasure. Response alternatives ranged froii
1 (very dissatisfied) through 5 (very satisfied). Scale scores were compuite'l
by averaging mresponses to thie three i tems. Cronbach 's alpha, anl index of in--
ternal consistency, was .72.

The specific satisfacti-os subsecales of thle Job Diagnostic Survey (Hack
man and Oldhamn, 19/5) were osud to assess; levelsý of sat isliac tion r i tb pay,

~eui y.Social, 5sulpervisory, an1d growth SaItisfac tionl. The same response
format and scale scor-ing iie tliodl used for general ;job satisfaction wer-e use(-d
fo) spc' Iific satisfactions. Gi oidach 's alphia ranged fromi .63 to K.2

Perf ormance . Ratings of job) perflormance were obtained vi th a 51- item
quest Io)nnai re which was adminis;tered to thle Executive Officerý of each IDC.
The i tein were pres-ented in a 7 -point Lik~er t scale foriiat with Hthe foll owing-
v( i ba- a inchors: I (needs,- impr-oveimien t ), 3 (inee ts expectations) , 5 (exceeds,
expectations), And 7 (superior). Ratings were averaged to create a scale
score0-(' (ailpha =-.98). A mo re detailed description of the perfor-mance
*ippra i sal inus triumen t can be found in Hlil ton, Nice, and Hil1torn (1986).

In t-ent to Reenilist. Reei i stnien t intent was assessed with two i tems
.ihiich adldressed the likelihood of reenlist ing for another terii and the like
lihood of making the Navy a career. Each itemi was assessed onl a 5--point
.-~calv which ranged from "very unl ike ly" to 'v 'ry likely." Item responsr'en
were averaged to ('rca te a scale scuore (alphia -- . /3).
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Organizational Climate Questionlnaire. The organizational climate ques--
t.onnaiicý consisted of 97 items wh-iFcl-iwere patterned after Jones and James
(1979) to describe relatively specific aspects of the workplace subsumed
under three major climate variable categories: (a) Job and Role Characteris-
tics, (b) Leadership Characteristics, and (c) Subsystem and organizational
Characte.,ristics, Descriptive measures of workgroup characteristics were not
included in this study because 41% of the shipboard Medical Department staffs
surveyed consisted of only one hospital corpsman -- the IDC; another 40% were
comprised of the IDC and one assistant. As shown in Table 1, the individual
items represented 23 a priori composites which have been shown to be psycho-
log~cally meaningful measures of the work environment (Jones and James,
1979). Each composite consisted of two to seven items which were averaged to
provide composite scores. Composite reliabilities, estimated by Cronbach's
alpha, ranged from .57 to .92.

Derivation of Collective Climates

Identifyin5 Components of Climate. A principal components analysis of
the 23 a priori composites produced five components with eigenvalues > 1.0,
accounting for 68 percent of the variance. Results were evaluated using both
orthogonal and oblique rotations. Orthogonal rotation was selected as the
appropriate final solution because (a) the intercorrelations among composites
loading highest on each factor were not large (r = .16) and (b) it provided
the most interpretable factor matrix (i.e., fewer salient multiple factor
loadings for all composites). Table 2 presents the rotated factor matrix.
Scores for the five components were computed using the regression method
(Harmon, 1967). Table 3 provides reliability coefficients and intercor-
relations of all composite scales described.

Formation of Collective Climates. Using a series of hierarchical and
nonhierarchical cluster analyses, relatively homogenous groups of shipboard
IDCs were identified with similar profiles on the five climate components.
The reader is referred to Joyce and Slocum (1982, 1984) for a more detailed
discussion of the cluster analysis methods employed here. The SPSSX
(Norusis,1985) Cluster Analysis program (agglomerative hierarchical analysis)
using Ward's (1963) method was employed to determine the appropriate number
of climates and to obtain the initial climate centroids. Following the
cluster selection guidelines described by Ward and Hook (1963), three initial
climates were identified. Because the climates obtained using the
hierarchical method were not optimal. (due to step dependent case assignment),
nonhierarchical clustering procedures were next used to obtain a refined
final solution.

The climate ccntroids obtained using the hierarchical clustcring proc-
dure provided the initial cluster centers for the SPSSX (Norusis,1985) Ouick
Clostcr program. This program reassivns each case to the nearest cluster
center and then immediately updates cluster centers to reflect each
successive assignment until all cases are assigned. Cluster centers obtained
from each iteration of this program were used as initial centers in each
successive iteration until the assignment of each IDC to a given climate was;
stable.



TABLE 1

(aZMtH E OWVD VARJABL

Job and Role C -ractexstics

Role ambiguity - &,tent job behavioral expectations are uiclear.
Role conflict - R~tent incompatible, conpeting demands are made on the IDC.
Role overload - Extent there is too nich work to do in the tine available.
Job autonomy - Extent of opportunities for job related indep-ndent thought and action.
Job importance - Extent the IDC feels his job is important.
Job cDllenge E- xtent the IDC feels his job is difficult and challeng-g.-
Job variety - Extent the job involves work on different projects and activitie.L.

Job stress Extent the job cau.;es- feeliqng of tension and worry.

Laxkerdiip Chaerateristics

Trust - Extent XO trusts performance and judgement of subordinates.

Suptort - Extent X0 respects subordinates and is responsive to concerns.

Work facilitation - Extent XO provides assistance for getting the job done.

Goal eqiasis - Extent MC serves as a performance model and emphasizes
challenging goals.

St•syste and organizational O -arcteristics

Openness of expression - Extent coTend is open to questions, new ideas, and change.

Inter-departnmital Extent conflict, lack of cooperation, and poor comunication exists

conflict - airnC departrnits.
Inconsistent application ExtEnt ccm -d policies and objectives are inccoisistently cumninicated

of command policies - and applied.
Manageamt awareness - Extent come•md is inforned and responds to needs and problens of IDC.

Organizational image - Extent of positive image of corwrand angr crew mkmbers and the fleet.

Ambiguity of authority Extent channels of formal authority are poorly defined within the
hierarchy - cmmand.

Officer cooperation - Extent of cooperation and understanding from officers among the crew.

Fairness of rewards - Extent rewards are fair and tied t, performance.
Centralization of Extent other authority (vice the T ;) decides medical department

deciston-nmadng - operations.
Professional conflict - Extent of conflict between nmdical department priorities and conmarxr or

line priorities.
Work constraints - Extent persrgnel, equipment, time resources are inadequate.

Medical support - Extent of support to shipboard medical departmnnt by shore--based
nedical/dental facilities and personnel.
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TAB•2 2

CWCMM OF PSYCHJWJ1CAL CLThA7E FOR SHflBWM INMMMIrIN D=r~ OJURPSl

No, of
_Comosies It -s Alpha 1 2 3 4 5

':i ounflct & Ambkguty:

SInter-departimtal conflict 4 .81 .84
Inca.slstent application of policies 5 .77 .78
Professional conflict 5 .79 .76
Opermess of expression 4 .77 -. 74
Role conflict 6 .70 .71
Management awareness 4 .73 -. 68
Organizational image 3 .72 -. 68
Ambiguity of authority hierarchy 2 .71 .67
Fair rewards 2 .72 -. 64
Officer cooperation 3 .70 -. 63
Role ambiguity 6 .76 .63 -. 40

Job AutcnT:
Job ajtorxny 5 .78 .75
Centralization of decision--making 7 .62 --. 72
Job upward influence 3 .58 -. 44 .63
leader trust 3 .69 .54 .52

l~eader Fadi~tation & Support:

Leader goal -sis 4 .68 .78
Leader work facilitation 3 .67 .77
Leader support 6 .92 .45 .65

Job Striers:
Work Consta.ints 2 .48 .74
Job stress 5 . .63
Role overload 5 .62 .54 .54
Medical support to fleet 7 .69 -.47

*Job Calleng. TnyrtlanrP VatEty:
Job challe 3 .59 .80
Job importance 3 .68 .74
Job variety 2 .53 .40

a Only loadings > 1.401 are reported.
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IABLE 3

OF (K.*17AT(NAIW, GlITAE aNUE~rF AND WIt-Fl, VARIABIJM

Variable 1 2 3 4 5 6 7 P 9 10 1 O 12 13

I. Conflict & arbiFuity -

2. Job autonon~y .0 -

3. Leadeir facilitaticii .00 .Co -

4.. Job stressors .00 .00 .00 ---
5. Job challenge, iirrortamce,

and variety .00 .09 .0) .00 --

6. Pay satisfaction -. 23 -. 07 -. 02 -. 12 -. 02 .82
7. Security satisfaction -. 16 .32 .00 -. 19 .12 .31 .63
8. Social satisfaction .25 .05 -. 04 -. 21 .18 .19 .41 .71
9. Supervisory satisfaction -. 38 .40 .21 -. 10 .05 .19 .42 .36 .81
10. Growth satisfaction -. 23 .18 -. 02 -. 23 .29 .20 .54 .65 .48 .76
11. General job satisfaction -. 38 .25 .08 -. 32 .30 .22 .41 .42 .36 .53 .72
12. Job performance -. 15 .36 .09 -. 02 .06 -. 09 .19 .04 .42 .11 .16 .98
13. Reentlistrent intentions -. 12 .15 .05 -. 17 .11 .15 .26 .18 .18 .26 .29 .10 .73

a Reliability coefficients (Cronbach's alo-ia) are displayed on the nmain diagonal.
S< .01 for rs of .11 or greater

Assessment of the Adequacy of Climate Clusters. Discrimination and in-
ternalconsistency have beenYdes--cr in--hecTlmate literature as reason-
able criteria for assessing the adequacy of collective climates (cf. Jones
and .James, 1979; Joyce and Slocum, 1984). Two methods designed to assess
whether the present empiricdlly derived climates met these criteria were used
in the present study. First, one-way analyses of variance (ANOVA) were con-
ducted to determine if significant differences existed between climate clus-

ters on each of the five climate components. As shown in Table 4, all ANOVA
F ratios proved to be significant.

TABLE 4

AW=LY OF ODURTIIV cIAIM MCDLSLT MfNA AND UM

Climate Component F(2,353) p R2 ra IC

1. Conflict and Ambiguity 153.28 .-000 .47 .58
2. Job Autonomy 7.07 -003 .04 ni

3. Leader Facilil tion 26.98 .000 .3.3 .19

4. Job Stressors 20.28 ,CODD .10 .14
5. Job C4ia0n1E1 , lmportance 172.60 .000 .49

and Variety

a Intraclass corrclation coefficients
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The second method of assessing cluster adequacy involved calculating the
intraclass correlation for each climate component using the ANOVA results
(Blalock, 1972). As a measure of the degree of homogeneity within each clus-
ter relative to total component variability, the intraclass correlation pro-
'ides an c.t imate of interrater reliability (James, 1982). The iesulting
intraclass correlations for each climate component ranged from .05 to .61
(see Table 4). With the exception of Job Autonomy, these values were well
vithin the range of coirelations obtained in previous collective climate
research where the median reported value was .12 (Joyce and Slocum, 1984).

Collective Climatc Profiles. Interpretation and labeling of the final
cluster results werebased oi the collective c&imate profiles presented in
Figure 1. Climate component scores were scaled as z-scores ( 0 = 0, SD = 1).
Cluster 1 was labelled "Constrained" because of telatively high scores on
Conflict and Ambiguity and relatively low scores on Job Autonomy and Leader
Facilitation. Cluster 2 was titled "Impoverished" primarily because of an
extremely low comparative score on Job Challenge, Importance and Variety.
This cluster was also somewhat high on Job Stressors. Finally, Cluster 3,
named "Facilitative", .,as characterized mainly by comparatively low Conflict
and Ambiguity and high Job Challenge, Importance and Variety. Clearly, of
the three described, the Facilitative climate represents the organizational
climate theoretically most conducive to both productivity and satisfaction.

Approximately one-half ot the IDCs in the present study worked in this posi-
tively described shipboard environment.

COLLECTIVE CLIMATE PROFILES
2

-0- Impoverished
-- Facilitative

-a- Constrained

n- -m

Ui)

-JC -)

ConflictlAmb Auton Lead Facil Stress Chall/Imp

CLIMATE FACTORS
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Results

Correlates of Collective Climate

Amui It i v'c-, ia to arialy s i of (it vai ntce (MANOV A) was conduc ted I o i dent if fv
vidna I gaiiat jonl Ian1d oprt at ional factoi s associated ,.it Ili mme h

ill a 1 ',i en collective0 climate. Dependenit variables were e2ducation, paygrade
( F i st (lass,,. Chief ), numbelr (1f t ouris ,as a n SMDR , wa r f are q UaIi fi ed (no,0
v es n t num b e of cot psmativ;! asistanlt s, sh ip1 type ( surlface, szubma i i n(,) ,t I lee
(PFri f ic,. Atlantic), a nd s h ip's d e pl.oyvmen t s t atus ( d epl1oy e d, n ot d ep Io ' d).
All dichotomous nomi nal var iables were dummy coded, The independent vatlai ebl
was climate membership. R vsu It s o f t he MANOVA r evealed a .:i gni f icaintI
multivariate effect (F[16,5961 - 1.84, p -.023).

A multiple discuiminant analysi~s (MDA) using the same independent and de-
pendent variables as in the MANOVA was performed to identify the dlimeinsions;
underlying the multivariate differences between climates (Borgen and Seling,
1978). Two significant functions were found using backward, ;tepwise Plimi-
nation of dependent variable,; with a probability of F-to--remove less than .10t
(Huberty, 1984). An examination of the loadings and the group means tor
function one in Table 5, revealrs that being a First Class corpsman and/or
being deployed were signi f icant ly associated wi th a Constrained climate.
Conversely, being a Chief and/or not being deployed were associated with
membership in a Facilitative climate. Membership in an Impoverished climate
appears to be a function of ship type and fleet. That is, IDCs aboard
submarines and/or serving in the Atlantic Fleet perceive a more Impoverished
collectilve climate.

TAKE 5

RIUIIN OF HD iY~AILY= OrFACIMRJS ASDCIAEiAIf wm WITH DC O lVE C.IMMS

CAUI~CA1, DlIS(RTNTNANT FITT77lS

Af ter
(Xrrulative % Canoi Cal Function Wilk's Olii-

Funictior~ of Variance Gorre-latici' Perioved Lambda Squared D.F. Signiif.

0 .9283 72.591 8 W
1 60.95 .21 1 .9712 8.866 3 '031
2 l100.00 .17

F)mn'linno nad i nv-a Groun centroid-n
Cor-rel1ates. 2 collective Climates: 1 2

Peaygr-ade .69 - .12 Con.strain~ed Climate .2B41 .2055
[V-ployment Status .64 .33 Inmxoveri-shed Climaote -. 051-4 .3290
R-iip Type .13 .73 Facilitative C'limate .1708 -0D
Fleet -- 33 .06

a Loadings arc, covitcr ith di;c-riminant frn~ctioir;.



Collective Climateýs and Organizational Outcomes

As n c in the mu o~dko t ion * a major i e . of thisN stuldy wsto
'ic teo inen the ie at i nebii ýh betr-eun r liima te ron lf i u1'1inns; arfid Salii ent orgayl

oa nal oult ( omer o -i S t~i~ h r'I clMa ionnszhipr), threec one wýay ANOVAs w e 1
"r'rAdtir t ed vi th1 -job ýat I vl iac t i oil. p( I f (r maric. aid int en t to reenlisi!t a': thi
Le!)'pCctive dEJepende-nt vai jablus arnd cillective climate membership as the- iade
penden t vari iab)le . As: canl be s een i n Ta bl.e 6 , a Il t hree ANOVA.S Wre Y2SIotati St i -
c ally sigrii ficarit .Duncan 's MUlIt ipl 1e Irange t es ts for allI poss ible'p Ou vi e
coinpar i sons revealud that mean scot es frorn the Constrained and Impoverii ';hed
climates weesigni f ican tlyý d if f erien t ( p < .05) fr om thu means f or thle
F:,cil I itat iwo rl imate CarL all threce depenident variable-s. No nther compar irons
v 'ere statistically significant. A!s one would expect given ielatively low
C'on t i c t arnd Amb igu it, I , moder a t c d cg r (-- onf Job AnLlt o n omy and lead er
Faci Ii tat itn, I ow I eve I f Jb (Irh I esso IS , and c Tni pa ra t ivt Iyli hig h Job
Chao 11 nge and Tmpon t ance, thte Fac i I i tat ive cl imate isý clear ly most posi t ively
associated vi th desiled cirganizatienal o.utcomesý.

TIJUL 6

RLI2AIICK12M FSm2EM04 CIUM71ATU?4AL WPIUJE VARLA13UZ

Collective C~imnte Mwwi

C~tcrn Va jales F(2 353 a Sgni. R Costjrained *overished Facilitative
(kicore Vi ;ble F2,33) Si71if. 2 Mean (SD) Mean (SD) Mean (SD)

Job Satisfaction 60.51 ODDX .26 3.17 (0.94) 2.94 (0.84) 4.00 (0.73)
Pcrfornr~nce 7.99 -000 .05 4.96 (1.46) 5.26 (1.23) 5.62 (1.22)
Intent to reenlist 9.41 .-Xa) .05 3.84 (1.?3) 3.81 (1.28) '4.35 (I.CtJ)

a epgees of freedmi for pei-formnwce were (2,328) due to ndssixng data.

Addi t inal organi zat ional outcnmes of i nteres t in this study wer e spe-
rific !,atisfactions (Hackman and Oldham, 197-5) ,hich can provide useful diag-
nostic information for organizational change efforts. To assess the rela-
tionship b~etween collective climate membership and specific satisfactions, a

*MANOVA was conducted using pay, sýecurity, social, s;upervision, atid growth
sat isfactionis as the dependent Variables and climate, member!ship as- the inde-
penden t var iable. The MANOVA indicated a significant mult'variatc effe~ct
(Frl0,648i =li .61,p .001). A fallow upi MDA wolr; conductedO and irevealed

* ~~twdo si gni fi cant di!:cri mi nan t f uric tiens ( see 'Table 7). Func tion oine ;ippe~iicr1
to he character ized most by satisfact ion yi tir s!upervision; function two ini -

ratedi pi imati ly a growth (factor. Examinatioti a)f the group cenL'roids indi
catcd that satis'faction with stipesfvisioti varý highly nerat ivuly assnolated
wi th a C~onstrained cl imate and posi tivelyf its--ociated with a FaciLi tat ive cl i-
Mate. This relat ionship is consistent vi t li the far-t that the most ,salient
Iraiac ter is tic-; of the Conistrained climTate irecompara! ivelv high Conflict

anrd Arn i gu' ity and l ow. Leader Farciliitat ion ( Figure 1). (Jonvive 1? 1'. lie
Fa,:ili t at ive clIima te pr of ilIt ind ica ted rel ýt iwel y l ow (Con flIi Ct and fir, .Y biot :t.
anid s;omewha t abuve aveP r age Leader Far .i i t. atI i on. As, tIn h(



operationaI ized in this: study, these findings support the va'idity of tihe
derived collective climates and indicate that attention to supervisory
improvements may bo indicated.

Satisfaction with grow'th was positively related with a Facilitative cli-
mate but highly negatively related with an Impoverished climate. This find-
ing too provides support for the validity of the empirically derived collec--
rive climates. The Impoverished climate was primarily characterized by : pc-r-
ceptions of extremely low Job Challenge and Importance and somewhat high Joh
Stressors (due mainly to inadequate resources). Certainly, satisfaction with
growth Would be iahibited in such a working environment.

TABLE 7

RE=DT OF M[D ANALYSIS OF SlPW[C S&LkFtACTIEM AND IDC COLUC= CLJMS

CANDRICAL, DISC FMNACI I(=S

:After
Cxinulattve % Canonical Function Wilk's C01l-

Functlon of Variance Correlation Remved Lambxla Squared D.F. Signif.

: 0 .71851 107.44 10 .030
1 74.76 .46 1 .9153 28.75 4 .CXX0
2 lX).(0 .29

Discrirrdnant Functions

Loading Coefficient Group centroids
Specific Satisf: 2 1 2 Coll•etive Climates: 2 2

Supervision .90 .28 .95 -,09 Constrained Climate -. 7092 -.0851
Pay .45 .05 .37 -. 09 Impoverished Climate -. 0320 -. 6394
Security .38 .31 .09 -. 20 Facilitative Climate .3824 .3445
Growth .17 .97 -. 31 1.08
Social .17 .61 -. 01 .06

a Loadings are correlations with discriininant functions.
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Discussion

In many 'ways, the psychological climate factors derived from the
shiphoniad iDCs were consistent with those previously identified in a
heterogeneous sample of Navy shipboard personnel (Jones and James, 1979).
Factors such as Leader Facilitation and Support; Job Challenge, Importance.
End Variety; and Conflict and Ambiguity, for example, emerged in both
studies. In the present study, however, composites which loaded on the Jones
and James (1979) factors labeled Professional and Organizational Esprit, and
Job Standards were generally subsumed under Conflict and Ambiguity and Job
Stressors, respectively. This difference was generally attributable to
content differences in the psychological climate questionnaires used in the
two studies. Although the psychological climate questionnaire used in this
study was patterned after the work of Jones and James (1979), overall space
]imitations and pre-study protocol development interviews with shipboard IDCs
introduced a number of modifications. Items which addressed workgroup
characteristics, for example, were not included in the present study because
shipboard IDCs function without peers and often without coworkers. The
salience of this aspect of shipboard health care delivery was reflected in
the emergence of a separate factor labeled Job Autonomy. While other Navy
personnel hae empirically defined .Job Autonomy within the context of Job
Challenge, Importance, and Variety (Jones and James, 1979), the shipboard IDC
perceives Job Autonomy as a more discrete dimension of the work environment.

Although the assessment of climate factors among individuals, who
generally function without coworkers, across hundreds of discreto operational
units represents a dramatic departure from the more traditional applications,
the collective climate methodology empirically defined three climates which
demonstrated sufficient psychometric properties and were meaningfully
associated with important organizational criteria. The Constrained climate
was characterized by relatively high levels of Conflict and Ambiguity and
relatively low scores on Job Autonomy and Leader Facilitation. This climate
was somewhat more frequently described by IDCs who were not Chief Petty
Officers, and/or IDCs aboard ships which were deployed. Enhanced perceptions
of Conflict and Ambiguity, as well as reduced perceptions of Job Autonomy and
Leader Facilitation among First Class Petty Officers is probably reflective
of the differential professional and social status of First Class and Chief
Petty Officers aboard ship. These differences are particularly salient
during deployment as they affect messing and berthing arrangements and the
attendant social networks for cooperation and resource mobili7ýation or
coordinat ion.

Similarly, the increased tempo of operations during deployment may
i- :ease perceptions of a more Constrained climate. Although the autonomy in

* JDC patient care increases during deployment, many other medical
responsibilities must frequently be subordinated to the overall shipboard
mission requirements (Nice and Hilton, 1986). Deployment may further
increase IDC perceptions of Constrained climate through isolation from a
primary reference group, the medical communiity. Because reference groups
define many aspects of social identity, the availability of referenIce othe's
piovides an important balanc( between idpntification and differentiation
(Hewitt, 1984; Shibutani, 1955). DuLing deployment, the ab.;ence of a medical
reference group, as well as increased pressures toward identificamion :'ith
the larger operational unit, may engender perceptions of incrriased Comnflict
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and Ambiguity and rcduccd Job Autonomy and Leader Facilitat iot. It is also
interesting to note that more junior qDCs, and IDes aboard ships which arc

deployed, experience significantly longer workweeks (Nice and Hilton, 1986).
Th is find ilg pi ovides convergent support for increased percept i ons of
Constrai ned e i11mate among i]Cs who are First Class Petty Ofticers and/or are
de p I ),erd

(Ollit'.-e v, ODCs whao werc Chief Petty (Ifficers and/or DeCs aboard ships
Ki c, ,.rete not deployed were more likel3 to perceive a mor-e Facilitative
climate. Because Facilitative and Constrained climates were characterized by
essentially reciprocal profilcs on Conflict and Ambiguity, Job Autonomy, and
Leader Facilitation, the inverse associations between these climate
percept ions and the variables of paygrade and deployment were believed to
reflect a common set of underlying processes.

Perceptions of an Impoverished climate, characterized by high Job Stress
and low Job Challenge, Variety, and Importance were significantly associated
with IDCs serving abudrd submarines, rather than surface ships, and/er

serving in the Atlantic fleet versus the Pacific fleet. Although the
distribution of the workload of IDCs aboard submarines at sea is somewhat
different than that of IDCs aboard surface ships (Nice and Hilton, 1986), the
a.•sociations between Fleet, Ship Type, slnd perceptions of Impoverished
climate are difficult to interpret. In general, the relationships betwe(i
individual, organizational, and operational factors and collective climate
perceptions were relatively modest and should be: regarded as tentative until
replicated.

The relationships between collective climate and organizationally
relevant criteria, on the other hand, were more robust. The relatively
strong association between collective climate and general job satisfaction is
consistent with previously reported studies of organizational climate and job
satisfaction (Bathis, 1980; Lawler, Hall, and Oldham, 1974). More detailed
analyses of this relationship in the present study, however indicated that
specific aspects of satisfaction formed two empirically defined factlos
(discriminant functions) which were differentially related to collective
climate perceptions.

Althouý,h both satisfaction factors were positively associated with a
Facilitative climate, the first factor, primarily characterized by
satisfaction with supervision, was also highly negatively associated with a
Constrained climate. A Constrained climate was typified primarily by high
Conflict and Ambiguity and low Leader Facilitation. The second satisfaction
Cactor, on the other hand, was characterized by satisfaction with growth and
wac• highly negatively associated with an impoverished climate which was
primarily defined by low Job Challenge and Importance and high Job Stressors
(due mainly to inadequate resources). These findings support Arid extend
pj'eviously reported association,,: between collective climate and satisfaction
vith both supervision and promotion (Joyce and Slocum, 1984).

The results of the present s tudy also demonstrated significant
relationships between collective climate perceptions and jotb performance and
intent to reenlist. These findings are consistent with previously repoi-ted
associations between organizational climate and performance (Jones and James,
1979) and propensity to leave (Batlis, 1980).
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]in the present invest igat ion, individuals who performed their medi cal
depar tment duties within a Facilitative shipboard climate generally performed
better and indicated a greater intent to reenlist than those who functioned
'ithin Consýtrained or impoverished climates. Schneider (1975) has suggested
that increased pierformance under posi tive organizational climates is not due

fco anl incl=cased level of motivation, per se, but an increase in the variance
of behavior wh ich results in increased overall levels of performance.
According to Schneider (1975), this may occur because environments which

o soppiess individual- differences have their greatest effect on the most able
simply because the range of possihle behavior for those who are more able is
greater.

*These f ind ings underscore the critical importance of the shipboard
organizational environment in which medical department personnel are required
to function. Those Facilitative environments in which there was relatively
low Conf lic t and Ambiguity (e.g., high interdepartmental coopera t ion,
consistent application of command policies, minimal conflict between medical
pr~iorities and line priorities), high Leader Facilitation (e.g., Executive
officer support for medical department functions), and high Autonomy (c. g.,
opportunlity for job-related indepcndent thought anid action), appeai.ed to
provide an opportunity for better shipboard medical support. The presence of
these Facilitative environments nay reflect commands in which the Commanding
Officer arid the Executive Officer provide unambiguotis leadership in) the
in tegrat ion of med ical and operational priorities while recognlizing and
protect ing the distinctive miss ion requi rements of the shipboard medi cal
depar tment .

In addition, the potential Importance of a medical reference group for
thle. maintenance of social anid professional iden t ity during t oulrs of
independent duty aboard ship suggests the necessity of a strong, continuous
support system from all echelons of thre Navy medical community. This
support, both proximal (e.g., squadron and group medical officers, force and
fleet medical officers, medical treatment facilities) and distal (Navy
Surgeon General, Navy Medical Command, Health Sciences Education and
Training Command), may minimize the potential professional isolation of
independent duty and facilitate the sea-shore rotation process. Visible Navy
medical department support, combined with appropriate prospective orientation
procedures, could also serve to acquaint commanding officers and executive
officers with particular shipboard medical department requirements and
enhance the development of more Facilitative oryganizational climates for
independent duty hospital corpsmen serving as senior medical department
representatives aboard ship.
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